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PERCEPTIONS OF ORGANIZATIONAL SUPPORT AND AFFECTIVITY
AS PREDICTORS OF JOB SATISFACTION

Staw, Bell, and Clausen (1986, p. 61) suggested that Much of this work has focused on the issue of
employees "bring a positive or negative disposition to whether or not job attitudes are stable over time. This
the work setting, process information about the job in issue - essentially the debate over whether or not
a way that is consistent with that disposition, and then personality is important - was addressed sufficiently
experience job satisfaction or dissatisfaction as a result." during the interactionist debates of the 1970's (Bow-
Similarly, Schmitt and Pulakos (1985) speculated that ers, 1973; Endler & Magnusson, 1976; Magnusson,
job satisfaction might be a stable aspect ofan individual's 1981; Price & Boufford, 1974) and re-examined for
behavior. This issue is important. Attempts to alter the relevance in the workplace during the 1980's (e.g.,
work situation for the purposes of increasing job Staw & Ross, 1985). Personality is important. The
satisfaction may have limited potential for success to problem is resolving what dimensions of personality
the extent that job satisfaction is a function of influence a person's reaction to a situation. Most
disposition. managers are probably aware, at least implicitly, that

Several findings support the basic notion of the individual differences influence how their subordi-
dispositional approach that the formulation of task nates respond to a given work situation.

attitudes is a function of the individual in addition to In studies of self-reported mood, negative and posi-
the situation. First, task perceptions vary among per- tive affect consistently have emerged as two separate
sons with identical job descriptions (O'Reilly, Parlette, and relatively independent dimensions (Diener &
& Bloom, 1980). Second, job satisfaction and life Emmons, 1985; Watson & Tellegen, 1985). Watson

satisfaction are positively related (Weaver, 1978), as and Clark (1984) argued that the tendencies to expe-
are job attitudes and mental health (Kahn, 1981). rience negative or positive affect reflect stable disposi-
Third, field experiments have generally failed to yield tions. Studies on twins reared apart suggest that both
long-term changes in job attitudes (Oldham & Hack- positive and negative affectivity are inherited (Tellegen
man, 1980). Fourth, Staw et al. (1986) reported that et al., 1988). Evidence suggests that positive and
adolescent affect was correlated with adult job affect. negative affectivity are key determinants of the degree
Fifth, Pulakos and Schmitt (1983) found that the to which individuals experience positive and negative
needs of high school students for job-related outcomes moods (Costa & McCrae, 1980; Tellegen, 1985;
measured prior to taking a job were predictive of Watson & Clark, 1984). Watson and Clark (1984, p.
subsequent job satisfaction. Sixth, Arvey et al.'s (1989) 483) noted that individuals high in negative affectivity
study of monozygotic twins reared apart indicated that (NA) "are more likely to report distress, discomfort,
about 30% of the observed variance in job satisfaction and dissatisfaction over time and regardless of the
could be attributed to common genes. Seventh, Staw situation, even in the absence of any overt or objective
and Ross (1985) found that the strongest predictor of source of stress." Overall, these individuals focus on
a single, global item of job satisfaction in 1971 was job their disappointments, shortcomings, and mistakes,
satisfaction in 1966. They also noted that changes in adopting a more negative view of life experiences.
pay and job status were considerably weaker predic- Low-NA persons, on the other hand, tend to be more 0
tors. In contrast, Gerhart (1987) failed to replicate self-secure, satisfied, and calm, focusing less on daily
Staw and Ross' (1985) findings on a younger sample, frustrations and adopting a more resilient approach to
reporting that pay, occupational status, and job com- setbacks. Incontrast, persons high in positive affectivity

plexity added explanatory power to an equation pre- (PA) are characterized by high energy, full concentra-
dicting job satisfaction. tion, and active engagement, whereas low-PA indi-

viduals typically experience sadness and lethargy. es
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Studies have demonstrated relationships of job satis- limitation of their study was that they operationalized
faction with both NA (e.g., Levin & Stokes, 1989) and the situational effects as change in employment ("Have

PA (e.g., Bross & Witt, 1989), with NA and PA being you changed firms since you completed the last ques-
less strongly related to job satisfaction than contextual tionnaire?").
perceptions (e.g., task characteristics). The present study examined both the main and

The generally weak relationships between disposi- interactive effects on job satisfaction of variables as-
tions and outcomes related to situational variables sessing the person (affectivity) and situation across a
suggest that there may be interactions between dispo- variety of organizations. This approach has two advan-
sitions and situations influencing outcomes. Research- tages. First, concurrent measurement provides an as-
ers have suggested that future research might find that sessment of affectivity and situational perceptions at
certain settings arouse hostility in negatively predis- the same time. Interventions are designed to change
posed individuals but have little effect on positively current attitudes and behaviors, not the effects of past
predisposed people (Schaubroeck, & Ganster, 1991; attitudes on present ones. Second, examining the hy-

Staw & Ross, 1985). The notion that there is likely an potheses across multiple organizations reduces the
interaction between affectivity and the context in threats of both Type I and II errors by reducing the
producing job attitudes is congruent with Lewin's likelihood of sampling error and increasing the power
(1936) formula that behavior is a function of both the to detect differences, respectively.

person and environment. Schneider (1987) argued Recent reports have suggested that employees form
that most organizational scientists have only empha- global beliefs about the extent to which organizations
sized the environment half of the equation. However, are supportive and, in turn, that these perceptions are
advocates of the interactional psychology perspective related to increased commitment, innovation, and
(e.g., Endler & Magnusson, 1976; James, Hater, Gent, reduced absenteeism (Eisenberger, Huntington,
& Bruni, 1978) have emphasized the interaction be- Hutchison, & Sowa, 1986; Eisenberger, Fasolo &
tween individual characteristics and the psychological Davis-LaMastro, 1990; Shore & Tetrick, 1991). For
meaning of the situation for the individual, the purposes of the present study, we assessed the

Studies have provided evidence of interactions be- psychological meaning for the individual of the situa-

tween disposition and perceptions predicting atti- tion in terms of perceptions of organizational support.
tudes. For example, Parkes (1990) reported that
perceived work demand scores were more strongly Hypothesis 1. Congruent with previous findings
related to overall scores on a health questionnaire (e.g., Bross & Witt, 1989; Levin & Stokes, 1989), we
among persons who were high rather than low in NA. hypothesized that perceptions of organizational sup-
Newton and Keenan (1991, p. 784) suggested that "it port would be more strongly related to job satisfaction
is inappropriate to analyze the relative influence of than would be PA or NA. Based on the assumption
dispositional and situational effects because much of implicit in much of the organizational science litera-
the explained variance may derive (at least with certain ture, the psychological meaning of the situation for the
variables) from interactive rather than additive ef- individual should have greater influence on the person's

fects." Furthermore, they reported the instability of job satisfaction than the individual's predisposed
both job attitudes and disposition (e.g., anxiety) over affectivity.
time and concluded (p. 786) that "individuals may
have a moderate predisposition to respond to a given Hypothesis 2. We hypothesized an interaction effect
environment with greater or lesser affect" - a predis- between NA and perceptions of organizational sup-

position that may be influenced by the environment port on job satisfaction. Levin and Stokes (1989)
and interactive effects. Although they measured job noted that NA may influence how the information
satisfaction and a number of person-focused, job- about the work context is translated and stored. Spe-
related attitudes - job alienation, anxiety strain, an- cifically, they suggested that high-NA people may be
ger strain, frustration strain, and hostility strain - a able to make more realistic appraisals of their job
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experiences, while those low in NA may rationalize teachers employed in a rural school district. These
their dissatisfaction. This notion is inconsistent with participants were also sampled as part of another study
the finding that the greater the emotional stress, the (Witt & Nye, 1992).
lesser the individual will attend to cues in the environ-
ment (Easterbrook, 1959) but congruent with results Measures

(Jex, Roberts, & Gudanowski, 1992; Parkes, 1990; Affectivity was measured by the Watson, Clark, and
Schaubroeck, Ganster, & Fox, 1992) indicating that Tellegen (1988) 10-item PA (a = .85; M = 35.89; QD
persons high in NA may be more sensitive to various = 6.91) and 10-item NA scales (o = .85; M= 18.34; Q
aspects of the work context. Because individuals high = 6.33). An impressive research program (Clark &
in NA may tend to be more sensitive to the environ- Watson, 1986,1988; Watson & Clark, 1984; Watson,
ment than persons low in NA, perceptions of organi- Clark, & Tellegen, 1988; Watson & Tellegen, 1985)
zational support should be most salient to the job led to the development of these scales. Results reported
satisfaction of high-NA personnel, by Watson, et al. (1988) suggest that these measures

assess dispositional affect that may be independent of
Hypothesis 3. We also hypothesized an interaction the situational influences at the time of measur-ment

between PA and perceptions of organizational support of affect. Organ and Konovsky's (1989) operational-
on job satisfaction. Individuals high in PA tend to be ization of this scale asked subjects to indicate how they
more energetic and alert than those low in PA. Thus, felt at work, which may have confounded PA and NA
it is likely that high-PA individuals would pay more with work-related affect and cognitions. In this study,
attention to the environment. For them, then, the however, all subjects were instructed to indicate how
situation should be more salient in the de% elopment of they felt generally. In this way, the influence of effects
their job satisfaction. Thus, we expected perceptions specific to the workplace on PA and NA may have been
of organizational support to be more strongly related reduced. Job satisfaction was assessed by the validated
to job satisfaction among high-PA compared with low- (McNichols, Stahl, & Manley, 1978) Hoppock (1935)
PA individuals. 4-item scale presented on a 5-point rather than 7-point

scale (a = .80; M = 14.2; SD = 2.71). Perceptions of
METHOD organizational support were assessed by the Eisenberg-

er, et al. (1986) 16-item short form of the Survey of
Subjects and Procedure Perceived Organizational Support (a = .90; M = 49.67;

A total of 1,491 individuals in 35 organizational QD = 12.24). This scale taps the extent to which
units participated. All participants voluntarily employees see the organization as valuing their contri-
responded to requests to complete organizational butions and providing them with help.
surveys. One thousand twenty-nine were employed in
14 functional organizations at the FAA's Aeronautical Analyses
Center. Employees represented hierarchical levels from Four analytic approaches were taken: (a) we
low wage grades to executives and were working in a conducted confirmatory factor analyses to determine
variety of functions, including warehousing, technical whether the measures represented distinct constructs
training, personnel, budgeting, and acquisition. These in this study; (b) correlations were accumulated across
participants were sampled as part of another study organizations, and then the t statistic (Cohen & Cohen,
(Nye & Witt, 1993). Three hundred ninety-seven 1983) was computed to determine the significance of
were full-time employees in 20 different classes of a 9- the differences between the mean-weighted correlations
week resident selection screening program for Air ofsupport with job satisfaction vs. PA and NA with job
Traffic Controllers at the FAA Academy. These satisfaction; (c) regression analyses were run on the
participants were sampled as part of another study mean-weighted correlations; and (d) the effect size of
(Witt & Broach, in press). Sixty-five were school each interaction was assessed not only in terms of the
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increment in R2 (A R2) but also in terms of the effect In hierarchical moderated multiple regression analy-
of the moderator on the criterion at different levels of sis, the statistical significance of the increment in RI
the predictor. with the addition of the cross-i duct term has typi-

Common method variance is a concern in cross- cally been used as the indicator of the effect size of the
sectional studies. McFarlin and Sweeney (1992) used interaction. Researchers (e.g., Champoux, & Peters,
confirmatory factor analyses (CFA) to assess whether 1987; Cohen & Cohen, 1983) have expressed con-
or not the measures in their study represented distinct cerns that A R' is not a satisfactory expression of the
constructs. Following their approach, we evaluated nature of the impact of the moderator variable in
five models: (a) a 1-factor model, (b) a 2-factor model hierarchical moderated multiple regression analysis.
with PA and NA as one factor and job satisfaction and Even alternative measures of the effect size of the
support comprising the other, (c) a 3-factor model interaction, such as the semi-partial correlation of the
treating PA and NA as one factor and job satisfaction interaction term (Cohen, 1978) and the standardized
and support as separate factors, (d) a 3-factor model impact of the moderator on the regression slope
with job satisfaction and support as one factor and PA (Champoux, & Peters, 1987) provide conservative
and NA considered as separate factors, and (e) a 4- estimates of the effect size of the interaction term,
factor model with PA, NA, job satisfaction, and sup- because they represent the effect across the entire range
port as separate factors. of values of the predictor variable. We pursued an

Consistent with Hunter and Schmidt's (1990) sug- alternative approach for assessing the effect of a mod-
gestion that regression analyses follow cumulation of erator variable in terms of the differential impact of the
correlations across studies, we took a meta-analytic moderator on the criterion at different levels of the
approach to determine both the magnitude and predictor. Additionally, to examine the form of the
generalizability of correlations across the organiza- relationships, we followed Stone and Hollenbeck's
tional units. The meta-analysis consisted of two steps. (1989) advice; i.e., plotting three slopes for each equa-
First, the observed correlations were weighted by sample tion, one at the value one standard deviation below the
size and then averaged. Second, the observed variances mean of the moderator, the second at the value of the
of the correlations were calculated and then corrected mean, and the third at the value one standard deviation
for the variance expected due to both sampling error above the mean.
and measurement error. A 90% lower credibility value
(LCV), the point above which 90% of correlations RESULTS AND DISCUSSION
were found, was computed using the corrected stan-
dard deviation. Whitener (1990) has interpreted an Results of the CFA indicated that the four-factor
interval formed by the LCV that does not include zero model provided the best fit of the data (Goodness-of-
as evidence that an effect was generalizable across Fit Index = .93; Normed-Fit Index = .94; Bentler &
studies. Bonnet, 1980). Thus, the four variables (support, PA,

The coefficients corrected for measurement error NA, and job satisfaction) were interpreted as reflecting
were used to examine Hypothesis 1, but not to exam- separate constructs, and relationships between them
ine Hypotheses 2 and 3. Cohen and Cohen (1983) did not excessively reflect artifact due to a common
warned that extreme caution should be used in inter- method. By contrast, neither the one-factor model
preting attenuation-corrected coefficients. Congruent (NFI = .55) nor the two-factor model (NFI = .73) -
with their concerns, use of the population estimates of support with job satisfaction and PA with NA - fit
resulted in collinearity problems in the moderated the interrelationships among the variables. The three-
regression analyses. Therefore, the reported regression factor model, which combined support with job
analyses employed the mean-weighted correlation co- satisfaction, represented a marginally satisfactory
efficients before adjustment for measurement error, solution (NFI = .9 1), a result consistent with work by
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Shore and Tetrick (1991) suggesting that perceptions observed correlations. However, by contrast, the accu-
of organizational support are somewhat redundant mulation of correlations across organizational groups
with expressions of overall job satisfaction, was justified, based on the 90% LCV criterion.

The intercorrelation matrix is presented in Table 1. Regression analyses were used to test Hypotheses 2
As shown there, job satisfaction and perceptions of and 3. Results of the hierarchical moderated multiple
organizational support scores were negatively related regression analyses (Cohen & Cohen, 1983) indicated
to NA scores but positively related to PA scores. These that the interaction (cross-product) term accounted
findings are consistent with previous reports (Bross & for a significant amount of variance (total adjusted R'
Witt, 1989; Levin & Stokes, 1989). As shown in Table = .49, A R2 = .06, F = 208.7, p < .01) over and above
1 and consistent with Hypothesis 1, perceptions of the variance contributed by support and NA. In other
organizational support were more strongly related to words, the impact of perceptions of organizational
job satisfaction than were PA (I = 11.95, p < .01) and support on expressions of job satisfaction varied sig-
NA (I = 11.88, 1 < .01). nificantly as a function of the level of NA across the

Of the correlations presented in Table 1, only three range of values of organizational support. Similarly,
met a 60% criterion rule suggested by Schmidt and results indicated a significant, but smaller moderating
Hunter (1977) and applied by Damanpour (1991). effect of PA on the support-job satisfaction relation-
This criterion advises that in studies in which correc- ship (total adjusted R' = .48, A R' = .01, F = 30.1,1p <
tion is made only for sampling error, the introduction .01).
of moderator variables in the meta-analysis is unneces- Figures 1 and 2 illustrate the form of the interaction
sary when the sampling error explains 60% or more of effects. As shown in Figure 1, the slopes indicated that
the observed variance. Because this criterion was in- the support-job satisfaction relationship was stronger
tended as a heuristic for introducing moderators (e.g., (i.e., the slope was greater) among individuals high in
gender) into meta-analyses and its empirical utility has NA compared to those low in NA. The effect of NA in
not been examined, we used the zero-order correla- terms of differential impact on job satisfaction in-
tions in hierarchical moderated multiple regression creased as perceptions of organizational support de-
analyses. Because not all of the mean-weighted corre- creased. The differences (at one standard deviation
lations met this criterion of homogeneity, unknown above the mean of NA compared to one standard
moderators as well as statistical artifacts could have deviation below the mean of NA) in predicted values
accounted for some of the unexplained variance in the of job satisfaction divided by the standard deviation of

TABLE 1

Matrix of Correlation Coefficients Accumulated Across Samples

Variable 1 2 3 4 5

1. SPOS
2. PA .37 (.41)*
3. NA-. 36 (-.4 1)* -.27 (-.31)

4. Job Satisfaction .67 ( .78)* .42 (.50) -.42 (-.50)
5. SPOS*PA .86 (.95) .75 (.83) -.40 (-.49) .68 (.74)
6. SPOS*NA .38 (.42) -.03 (-.04) .68 (.76) .16 ( .18) .23 (.25)

Note: SPOS = Survey of Perceived Organizational Support.
PA = Positive affectivity.
NA = Negative affectivity. Coefficients adjusted for measurement error appear in parentheses.

= Ratio of sampling error to total variance within the set of r coefficients was z 60%.
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job satisfaction (i.e., standardized group differences) Another approach is to identify the points on the
are as follows: (a) among subjects with scores at one continuum of support scores at which the impact of
standard deviation below the mean of organizational NA on job satisfaction would be "important". The
support, the moderator (NA) yielded a difference of formulae for derivingthis information given the "high"
.67 standard units of job satisfaction; (b) for those with moderator value to be one standard deviation above
scores at the mean of organizational support, the the mean and the "low" moderator value to be one
moderator yielded a difference of.33 standard units of standard deviation below the mean are as follows:
job satisfaction; and (c) for subjects with scores at one
standard deviation above the mean of organizational Step 1: X =ES (SDY)
support, the moderator yielded a difference of .16 -__-_b2-
standard units ofjob satisfaction. Considering Cohen's (2 * SDZ)

(1988) categories of effect sizes - .20 = small, .50 = b
medium, and .80 = large, the effect of the NA on job
satisfaction was medium when perceptions of organi- Step 2: SX = X
zational support were at one standard deviation below
the mean, "small" at the average organizational sup- SDx
port level, but trivial when at one standard deviation
above the mean. where ES is one of Cohen's (1988) effect sizes (.20,

flppock Job Sast~actton

14.5

33.5

-~Low Ra

H* igh INA

37 62

Organizational Support

Note: Y =(.0014 + .0073f)X + (-.41 Bf + 15.32), where f = one standard deviation below the mean of NA (or the mean
of NA or one standard deviation above the mean of NA), Y = the job satisfaction score, and X = the organizational
support score. Only scores within * one standard deviation of organizational support scores are plotted.

Figure 1. Hoppock Job Satisfaction Scores Regressed On Perceptions of Organizational Support Scores:
Low, Average, and High NA Scores.
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.50, or .80), SDY = the standard deviation of the tional support scores were below a z-score of .16,
criterion variable, SDz = the standard deviation of the individuals lower in NA experienced greater job satis-
moderator variable, b2 = the regression coefficient of faction than those high in NA. However, in situations
the moderator variable, b3 = the regression coefficient where perceived organizational support was compara-
of the cross-product term, X = the raw score of the tively high (above a z-score of 1.11), individuals lower
predictor variable at which the impact of the modera- in NA experienced less job satisfaction than those high
tor variable on the criterion variable would be impor- in NA. In other words, when things were perceived as
tant, SDx = the standard deviation of the predictor near "average" or worse, high-NA personnel were less
variable, and SX - the score of the predictor variable in satisfied, but when things were very "good", they were
standard units at which the impact of the moderator more satisfied. These results provide some support for
variable on the criterion variable would be important. the notion that high-NA people are more sensitive to
These formulae were solved for both X and -X because their environment than low-NA people (Levin &
of the possibility that the interactions could be Stokes, 1989; Watson & Clark, 1984).
disordinal. As shown in Figure 2, the slopes indicate that the

Applying these formulae, support scores below 51.67 effect of PA on job satisfaction scores was primarily
(below a z-score of. 16) and above 63.4 (above a z-score additive rather than interactive. Applying the formu-
of 1.11) yielded a 'small" differential impact on job lae mentioned above, a "small" effect of PA in terms of
satisfaction. In situations where perceived organiza- the differential impact of the PA on job satisfaction

is.$ Noppock Job SaUstacUemi

as / -- ss -
54.51

53.

Lol, ife PA

37 62

Organizational Support

Note: Y =(.072 + .00016f)X + (-.0029f + 7.73), where f = one standard deviation below the mean of PA (or the mean
of PA or one standard deviation above the mean of PA), Y = the job satisfaction score, and X = the organizational
support score. Only scores within +/- one standard deviation of organizational support scores are plotted.

Figure 2. Hoppock Job Satisfaction Scores Regressed On Perceptions of Organizational Support Scores:
Low, Average, and High PA Scores.
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would begin at a support scot- of 25.34 (below a z- Three weaknesses of the present study should be
score of-1.99), which is well outside the range of the noted. First, although the results of the CFA suggest
support scores. Thus, rl-e impact of PA scores on job otherwise, it is possible that the results may reflect
satisfaction was at least "small" across the full range of some uncontrolled artificial variance due to method
organizational support. bias. The total variance of job satisfaction that can be

accounted for by situational perceptions and affectivity
CONCLUSION when measured concurrently is greater than would be

expected using a longitudinal design. However, this
The results presented here suggest that job impact could result from several factors, including not

satisfaction was more highly related to perceptions of only common method bias but also different work
organizational support than to affectivity when environments (e.g., changes in supervisor, co-workers,
measured concurrently. The influence of organizational jobs, tasks, or employers) that change due to variability
support on job satisfaction appears to have been greater in any of the myriad of elements that can affect job
among persons high in NA than among those low in satisfaction. Moreover, it is unlikely that common
NA. These individuals might be dispositionally more method variance could be responsible for the intcrac-
sensitive to their work environment. However, the tion, because common method variance is likely to
moderating effect of NA on the support-satisfaction influence variable relationships in the same direction.
relationship was dependent on the level of perceived Second, as mentioned earlier, not all of the correla-
support. These results support the interactional tions were homogeneous according to the 60% rule.
psychology paradigm (Endler & Magnusson, 1976). Third, in terms of the A R2 effect size criterion, the

The effect of PA on job satisfaction, however, helps variance explained by the interactions beyond that
to explain Arvey et al.'s (1989) assertion that while the already explained by the main effects of support and
overall level of job satisfaction in an organization may affectivity was low, especially for PA.
change, the individual's relative position will (might) On the other hand, this study has some strengths.
remain the same. While individuals receiving high First, building on the longitudinal studies (e.g., New-
levels of support from the organization may be more ton & Keenan, 1991) that have provided some support
satisfied than those receiving comparatively low levels for the dispositional and interactional approaches, the
of support, those who are predisposed toward sadness concurrent measurement of the variables permitted
and lethargy (i.e., individuals dispositionally low in assessment of the dispositional and situational influ-
PA) are less likely to express satisfaction than ences at the time of measurement. Second, the data
predispositionally energetic and actively engaged (i.e., reflect the attitudes and dispositions of employees at
high-PA) people. various stages in their careers in a variety of different

The findings presented here have some implications jobs and organizations. Third, this is the first time of
for organization development. Attempts to change job which we are aware that, following Hunter and Schmidt
satisfaction via organizational support are likely to be (1990), meta-analytically derived correlations from
more successful when taking into account disposi- several organizations were used in moderated regres-
tional differences. Personnel at different points on the sion analyses and reported. As noted earlier, this ap-
NA continua may respond differently to the interven- proach has the advantage of examining the hypotheses
tion, and efforts to address these individual differences across multiple organizations thereby reducing the
may increase the intervention's probability of success. threats of Type I and II errors. Current results likely
For example, managers might "accentuate the posi- provide a more potent examination of these issues than
tive" to personnel high in NA. The results suggest, studies done on single organizations. For example, this
however, that NA has the strongest effect on job study contradicts the findings of Schaubroeck et al.
satisfaction when the situation was unfavorable (i.e., (1992) that PA and NA are uncorrelated with job
low perceived organizational support). satisfaction. One comparative distinction is that we

used the PANAS and not neuroticism and trait anxiety
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